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June 12, 2008 
 
 
 

 
The Honorable Bill Hardiman, Chair 
Senate Appropriations Subcommittee on DHS 
Michigan State Senate 
State Capitol 
Lansing Michigan 48933 
 
The Honorable Dudley Spade, Chair 
House Appropriations Subcommittee on DHS 
Michigan House of Representatives 
Lansing, Michigan 48933 
 
Dear Senator Hardiman and Representative Spade: 
 
Section 285 of 2007 Public Act No. 131 (Enrolled Senate Bill No. 232) requires the 
Department of Human Services to report the on implementation of continuous 
improvement efficiency mechanisms in the programs administered by the department.  
Our report is attached. 
 
If you have any questions, please contact John Sorbet, chief administrative officer, at 
373-7787. 
 
 
 
 Sincerely, 
  

     
  
 Ismael Ahmed 
 
 
c: Senate and House Appropriations Subcommittees 
 Senate and House Standing Committees on Human Services 
 Senate and House Fiscal Agencies 
 Senate and House Policy Offices 
 State Budget Director 
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DEPARTMENT OF HUMAN SERVICES 
CONTINUOUS IMPROVEMENT EFFICIENCY MECHANISMS 

 
P.A. 131, Section 285 
 
From the money appropriated in part 1, the department shall implement continuous improvement efficiency mechanisms in the 
programs administered by the department.  The continuous improvement efficiency mechanisms shall identify changes made in 
programs to increase efficiency and reduce expenditures in the programs.  On March 31, 2008 and September 30, 2008, the 
department shall submit a report to the state budget director, the senate and house appropriations subcommittees, and the senate and 
house fiscal agencies on the progress made toward increased efficiencies in department programs.  At a minimum, each report shall 
include information on the program review process, the type of improvement mechanisms implemented, and actual and projected 
expenditure savings as a result of the increased program efficiencies. 
 
Bureau of Children’s Services 
 

I. Program Review Process 
 
Program review processes vary based on the contract series, the federal requirements and the state requirements of the program. 
 
In Family Preservation, Children’s Protective Services and Foster Care, the state is required to annually review accomplishments on 
the federal five-year Child and Family Services Plan, which is the state articulation of how we will operate child welfare programs.  
This annual plan update, the Annual Progress and Services Report (APSR), must update the federal government and the public in 
Michigan on our progress in achieving the goals of the plan.  The program goals for these specific areas are numerous.  The APSR is 
being developed currently and is due June 30, 2008 to the U. S. Department of Health and Human Services.  We will provide a copy 
of the APSR to the Legislature upon completion.  The APSR will include federal financial reporting forms that detail how federal and 
state funds are expended.  The goal of the reporting, however, is not to identify cost savings per se, but to support state expenditures of 
federal funds within federal standards, which in turn affects a cost savings to Michigan. 
 
In Strong Families/Safe Children (SF/SC), each year the Department of Human Services (DHS) reviews the program standards, and 
updates them based on formal and informal input from local offices, community-based provider groups and other agency input.  
Adjustments are made in program standards to increase efficiency and effectiveness in the expenditure of funds and provision of 
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services.  The federal funds supporting SF/SC are a basic grant to the state.  While we do not keep specific cost savings records related 
to this fund source, full expenditure of the funds is a goal of DHS so that we are able to support families and children at risk in the 
community and therefore reduce foster care costs that would rise without such support. 
 
Additionally, the Safe and Timely Interstate Agreement for the Placement of Foster Children Act also requires the submission of data 
to report the timeliness of home studies.  The law implies federal sanctions of states do not comply with timeframes, although no 
action has been taken with states at this time.  Michigan, however, was one of the only states to have information to supply to the 
federal government in FY 2007.  While the act provided for fiscal incentives to states for complying and reporting, these incentives 
have currently been put on hold by the Department of Health and Human Services. 
 
The Protective Services, Foster Care and Adoption programs have several additional program review methods that are utilized to 
ensure continuous improvement and enhanced efficiency: 
 

• The CPS Advisory Committee, the Foster Care Advisory Committee and the Adoption Oversight Committee meet to review 
policy recommendations and practice issues and recommend modifications to improve and streamline delivery of services, or 
to implement practice alternatives. 

• The Office of the Children’s Ombudsman (OCO) makes annual recommendations to DHS on continuous quality improvement.  
In addition to the annual report, the OCO provides findings and recommendations in each case reviewed.  The DHS response is 
to address the issues raised and to ensure correction of any deficiencies in policy adherence or practice model modifications. 

• Program audits conducted by the Michigan Auditor General are reviewed when issued, and recommendations for program 
improvement are undertaken.  Savings of state and federal dollars occur based on the implementation of recommendations.  
The majority of the recommendations of the Auditor General relate to policy and program implementation, and adherence to 
policies related to case activities, expenditures and supporting documentation of expenditures. 

• The federal Child and Family Services Review (CFSR) process, which is a system-wide review of the child welfare system, is 
in the beginning phases for Round 2.  This is a quality assurance and improvement process.  Currently, work groups are 
gathering documentation on the provision of services by DHS, our contractors, and community partners, with a focus on 
achieving both improved services and conformance with federal standards.  Boilerplate section 272 mandates reports to the 
Legislature on these outcomes. 

• The federal Title IV-E reviews occur based on a federal schedule.  Michigan’s secondary review was in March 2007.  
Michigan passed that review which resulted in saving potentially millions of dollars.  The next primary review for Michigan 
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will be 2010.  During the intervening time period, DHS has begun employing specialized staff in local offices to process and 
maximize Title IV-E eligibility and to ensure compliance with federal requirements. 

 
II. Type of Improvement Mechanisms Implemented 
 
To promote continuous efficiency improvements, the primary types of mechanisms implemented have been as follows: 

• Policy clarifications (summarized in Boilerplate Report – Sections 271-1 and 271-2). 
• Policy developments (summarized in Boilerplate Report – Sections 271-1 and 271-2). 
• Advanced training modules for supervisors and workers. 
• Contract modifications to ensure conformity. 
• Development of program improvement plans. 
• Development of audit corrective action plans. 
• Monitoring processes within the policy office. 
•  Development of data sets and data reports to track progress. 
• Systems enhancements. 

 
A recent example of systems enhancements would include the new SWSS-CPS system which allows all case file information to be 
stored on the system.  CPS staff complete their paperwork and documentation within the system, with substantial amounts of 
information pre-filling so that it need not be typed more than once.  The system also promotes policy compliance by providing 
reminders and edits to workers, and not allowing them to complete a case until certain critical policy requirements are met.  Once 
complete, the entire case record is electronically transmitted to the supervisor for review and approval.  All subsequent case 
requirements can be completed by electronically transmitting the case back and forth between the worker and the supervisor until all 
of the case requirements are fulfilled. 
 
The new SWSS-CPS system will also enhance and simplify the case reading process.  The system will identify all policy and 
procedural requirements that have or have not been completed, so the supervisor can take the appropriate actions.  Additionally, the 
supervisor will be able to read the entire investigation report, including interviews, child well-being checks, medical assessments, 
LEIN checks, etc. to ensure that the entire investigation was done thoroughly and appropriately.  The supervisor would have the 
ability to electronically return the file to the worker with directions on additional steps to take, or approve the handling of the case 
with notification to the worker that it has been approved. 
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III. Actual or Projected Savings 

 
There have been many improvements implemented within Children’s Services that enhance policy compliance, efficiency, and affect a 
time savings for DHS staff.  While the means to quantify a specific cost savings are not available for most of these, substantive time 
savings are realized which in turn affect both the quality of work and indirect costs associated with keeping more children out of the 
system.  In addition, many of the corrective actions are primarily tied to the improvement of  performance or correction of noted 
deficiencies in program operations related to various federal regulations, the cost savings projected over the long term amounts to 
millions of dollars of Title IV-E, Title IV-B subparts (1) and (2), Social Services Block Grant and TANF funding.  Additional savings 
are likewise realized from the GF/GP when federal funds are maximized. 
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Financial, Quality and Technology Services 
 
Program Review 
Process 

Improvement Mechanisms 
Implemented 

Actual Savings Projected Savings 

Family Independence 
Program (FIP), with 
statewide 
implementation of JET 
and specialized 
caseloads 

Intensive case management of 
mandatory work recipients has 
resulted in stricter adherence to 
policy: Non-cooperation sanctions 
have increased from a total of 
1,588 in the second quarter of FY 
2007 (529 per month) to an 
average of 1,915 a month for the 
fourth quarter of FY 2007. 

 $677,754 per quarter of FIP 
benefits. 
 
[Based on the difference of 
1,386 cases in sanction (closed) 
status per month x $489 – 
(standard grant for a group size 
of 3)]. 

TANF Work 
Participation Review 

Work group comprised of staff 
from DHS – Office of Quality 
Assurance, Policy and Field 
Operations, along with 
representatives from the 
Department of Labor and 
Economic Growth and the 
Michigan Works Association, 
review each client that has been 
pulled for review of work 
participation that has not met 
participation to see if more 
information is available to meet 
participation. 

To meet participation and 
avoid federal sanction. 

Projected sanction is $39 
million. 

Quality Review FAP • Reengineering of 
Technical Assistance Team  
(TAT). 

• Reestablished the FAP 

Avoided misissuance 
over $11 million as of 
October 1, 2007. 

Avoid federal sanctions. 
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Champion position. 
• Reestablished new case 

reading project. 
• Retarget FAP reads. 
• Established 10 new 

correction specialists 
positions that are 
correcting cases behind the 
TAT readers. 

Business Process 
Reviews FAP 

• Established a Food 
Assistance Program 
Intervention Team (FIT). 

• FIT is establishing distinct 
case processing procedures 
for high error rate counties. 

• FIT is monitoring and 
following up with 
management to ensure 
processes are being 
implemented. 

 Avoid additional federal 
sanctions. 
 

Issuance of correct 
payments for FAP 

Developed Automated Find and 
Fix (AFF). 

As of October 7, 2007, 
resolved over 42,000 
FAP discrepancy cases 
and avoided over $23 
million in misissuances. 
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Bureau of Children and Adult Licensing 
 
Continuous Improvement Mechanism 
 
The Bureau of Children and Adult Licensing (BCAL) has an ad hoc work group charged with evaluating and recommending changes 
to improve the operational efficiency of the bureau. 
 
Fiscal Year 2007 Efficiencies Measures 
 
BCAL made selected licensing forms and brochures available on the DHS web site for licensees and applicants reducing the number 
of forms mailed to the public upon request. 
 
Projected Cost Savings: 
 
FY 2006 original application printing and mailing cost: $80,623 
FY 2007 original application printing and mailing cost: $15,544 
      Savings $65,079 
 
BCAL is using this savings to invest in other efficiency measures; e.g. an online application process. 
 
In 2007 a department manager 13 was reclassified as a AFC P11 position. 
 Department Manager 13 salary $66,934 
 AFC P11     $54,329 
    Savings $12,605 
 
This efficiency measure permitted BCAL to eliminate a redundant manager position and address a critical adult foster care consultant 
staffing deficiency. 
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Office of Child Support 
 
Efficiencies and Savings 
 

• The Michigan State Disbursement Unit (MiSDU) became the first state in the nation to convert the US Treasury child support 
payments from one check per person to electronic submission.  There are approximately 18,000 of those payments monthly, 
with savings to the state of roughly $0.38 each (about $7,000/month or over $80,000/year).  The department saves another 
$1,000/month because electronic data is less costly to process than paper data and saves time. 

• MiSDU implemented state-wide electronic disbursements.  In accordance with state law, exemptions do exist for people who 
would face major problems with electronic disbursements.  The implementation took just over one year, but ran flawlessly.  
Customers are pleased, and the quantifiable result is that electronic disbursements have increased from 25% of disbursements 
in 2005 to over 90% in 2007.  This savings totals just over $2 million per year. 

• The Office of Child Support (OCS) continued a vigorous effort to improve the statewide paternity establishment percentage 
(PEP).  After several years of being in a corrective action period and possibly losing $7 - $14 million dollars in TANF block 
grant funding, Michigan exceeded the required 90% statewide PEP rate for fiscal year 2006 and again for fiscal year 2007.  A 
team dedicated to improving PEP focused on improving public understanding about paternity establishment and increasing the 
number of paternity acknowledgements completed each year.  OCS hired a permanent state employee who serves as a 
paternity outreach liaison to birthing hospitals, the Department of Community Health’s Vital Records Division and other 
agencies involved with or interested in paternity establishment.  Training was also developed for internal staff on establishing 
paternity and correctly entering data into computer systems supporting paternity data. 

• The OCS analyzed cases assigned to support specialists (SS) and developed and implemented strategies to ensure their time 
was efficiently used in working their caseload.  In May of 2005, OCS had 322,038 child support cases assigned to SS, which 
were over 4,000 cases for each SS.  By the end of fiscal year 2006, OCS had 191,925 total cases, with 2,500 for each SS – 
reflecting a 40% decrease in cases since 2005.  By the end of September 2007, there were 162,640 SS cases, with about 2,100 
for each SS – showing a 49% decrease in SS cases since 2005.  The effort included manual and automated strategies to close 
cases meeting state and federal requirements, leading to a more realistic and workable caseload size in FY 2007. 


